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S 1. Machine Factory No 17 in Dairen had two planning departments, as do most of the
larger Soviet factories, ie, those with 1,500-1,500 or more workers. One cf 25X1
the planning departments was called the Economic Planning Department
It wes called, in Russian, Planovo Economichigkii 25X1
tdel™. e «ther was the Technical Planning Department, or, in Russian,
"Planovo Technichiskii Otdel . Each department had sbout Five men in it. The
fGiconomic Planning Department was dlrectly under the Director of the factory. In
general it was charged with overall plenning as well as meinienance of ‘records
of production., The wain duty of the Technical Planning Department was to
calculate necessary labor and material required to produce each item in the
production plan. This type of planning was very detailed, teking into consider-
ation every part of each item provided on each machine. The Buresu of the Chief
Technologist was charged with prepering the technological processes to be used;
this did not include the problems of labor and materials., The Technicel _
Planning Departwent and the Bureau of the Chief oth under the

Chief Engineer of ,the factory. However, this set-up 25X1.
in practice was not strictly divided. Joint work was often done by both planning -

departments,‘ ‘this method of work would have t¢ continue for 25X1
several years., By the above although both planning departments in 25X1

theory had separate duties and responslblilities, they frequently had tc work to-
gether for a time in developing plans, or in calculating materials and labor.
Sometimes even informel planning of technological processes was included in this
Joint work, depending upon the time of the production year concerned. For
example, if decisions as to which process to use had not been made, but the

. Bconomic Planning Depertment had to have figures for materisls and labor so as
to plan the production program for the next year, then both planning departments
had to arrive at some general decision as to the processes to be used so that
planning calculations could be made for the next year.

s 2. The general organization of Factory No 17 was as follows:

"(a) The Director - he had overall responsibility for the factory. He directly
supervised the Chief Engineer, the Inspection or Control Department, -the
Economic Plenning Department, the library, the laboratories, and the
Commercial Director. The latter officisl was chief of the administrative-
housekeeping section (administrativno-kKhoziastvenii otdel) which included
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the club, housing, the fire brigade, the office, etc. He also was
charged with purchase of locel materials. .

(b) The Chief Engineer- he supervised all production processes and was
responalble for them along with the Director. Usually the salaries
of the Director and the Chief Engineer were the ssme, Under the
Chief Engineer were: the Chief Technologist, who headed the
Technical Bureau; the chief of the Comstruction and Projecting
Buresu; the chiefs of the mechenical and electrical repair shops;
end the chiefs of all the manufacturing shops.

(c) The Chief Accountant- his department was distributed between the head
office and the shops. He was responsible not only for keeping the boocks,
but also for expenses and collections. It was he who had to see that
the latter activities conformed to financial regulations and plans set
by higher authority.

(a) The Chierf Inspector- this official and the members of his department,
who were mostly assigned to the various shops, were charged with the
inspection of the production of the plant.

The official relationships between the sbove four officials were as follows:
the Director had the right to give orders to the Chief Engineer, but the

letter had the privilege of protesting to higher authority. Formally, the
Director had no right to give orders Ffirst-hand to the manufacturing shops

or to the offices under;the Chief Engineer, but was supposed to go through

the Chief Engineer. The Director alonme could not dispose of money or materials.
His instructions in this regerd hed to be countersigned by the Chief Accountant.
For example, if in the planning specifications of materials for some product a
steel number 3 angle of T5x75x5 mm was mentioned, but the chief of the shop
asked for an angle of 60x60x6 mm, the Chlef Accountant normelly required the
reason for such & change and could, if necessary, stop work on the item for

a day while checking on the change. The Chief Accountent was required tc

carry out the second order of the Director given on such a conbroversial
wetter, but could report at once on this development to higher authority if

he found thet chis order contradicted the production plan. In regard to the
Chief Inspector, he had to follow the orders of the Director as far as the
nrganizat’on of his department was concerned, but no one could order him to
pass manu’ ctured items as satisfactory if he or his subordinates felt that the
iteme v.re sub-standard., The above three officials-~the Director, the Chief
®uglnesr, and the Chief Inspector--were responsible for the quality of
production and were subject to almost equal punishment if failures occurred.
The above gives an idea of Soviet factory organization. In early 1932, even
under Chinese management, this system had not been changed.

Approved plens from higher authority were received by Factory No 17 five times a
year. These approved plans were for the total year and for each of the four
quarters. Each quarterly plan was divided into three sepsrate months. The

plans for the total year and for the .first quarter were received in December or
in Janvery. The plan for the second quarter arrived in Msrch or early April.

The plens for the third and fourth quarters usually arrived at the same time--in
June or July. ‘ | representatives of the Communist
Party and of labor unions did not paerticipate in the plenning process on the
factory level, Soviet advisors did not participate in formulating the production
plan for 1952 for No 17. This plan was the first one under the Chinese admini-
stration.

While Factory No 17 was still under DALENERGO, the production plan for the coming
year was discussed in July or August. This was effected by mesns of preliminary
conversations between the Director of No 17 and his plenning personnel on the one
hand end officials of DALENERGO's planning department and (unofficially) of the
economic section of the Soviet Civil Administration. The factory presented a
short memo listing items of factory production and recommended amounts. In turn,
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DALENERGO indicated to No 17 the items and quentities that it expected would
be needed, particularly mentioning articles which had not yet been produced
by No 17. After some informal bargaining, the production progrem for No 17
for next year was fixed by an officiel letter from DALENERGO which normally
was written in Septewber or October. No 17's Planning Department then worked
on the plen and submitted it in full detail to DALENERGO in Noveuber. Approxi=-
wately the seme process was followed  |except that in the place of
DALENERGO there was the Chinese Northeast Industrial Administration, located in
Mukden. However, the practice of engaging in face-to-face conversations and
discussions wes to be abolished, and the initisl outlines of the program
submitted by the factory early in the fall had much less influence on the Final
plen. No 17, therefore, wes to be kept much less informed about prospective
production development. The approved plen for the coming year was usually
delivered to No 17 either in December of the previous year or sometimes in
January. However, at times important changes were made in the middle of the
year, thet is, for the third and fourth quarters. These changes usuelly meant
an increase or decrease for certain items to be produced. For exsmple, the
plan included 400 tire vulcanizers. Nearly all of them were partially
or completely finished by mid-year, but DALENERGO chaenged the plan | and
anizers to 150.1

decreased the number of wvulcs T
FAA,

in revising goals and details, the final plan which was given to No 17
from Mukden | |was criticized in some details only. For example,
“the Russien emigrd engineering steff of No 17 refused to meke riveted boilers
for steam rollers and insisted that they be welded. They also refused to
construct riveted bridges for cranes and insisted on welding plate iron. Both
pcints were won by the factory.

In regerd to the question a8 to how much freedom was glven at the plent level

Yearly production plans contained 5 columns--one for the year and one each for
the 4 quarters. The detailed program for the first quarter had as enclosures
separate plens for each month. The detailed plans for the second, third, and
fourth quarters which were given to the factory also contained programs for
each month, but frequently did not repeat the yearly figures.
No 17, no plans were formulated for less then & wonth. The amount of wages per
hour of work was fixed by the govermment and differed for each of the 8 grades
of workers (under the Chinese grade scele for workers, there are 8 categories at
present; under the Soviet there were 7 categories). Higher wages were peid to
wrkers who d1d heavy or hot work, ie, those engeged in casting, melting, and
moving of heavy units. This wage scale was attached tc regular plan forms which
were usually given to the factory in October or November. A scale of salaries
was also included., Bonuses usuelly were not plenned. The factory had the
authority to pay bonuses if certain conditions were met. The conditions were
such that bonuses in effect were paid from weges saved by increased efficiency.
The cost of raw materials and oOther purchases was also furnished beforehand in

a special catalogue.

For detailed information on provisions for plen changes see akove.
[in practice higher

authorities such as those at DALENERGO could either increase or decrease Factor

Agjthe same practice was retained by Chinese authorities. A factory
could apply to enlarge its production program on the following grounds: &by
Presenting practical evidence that it could produce more than the plan required,
and that 1t had the necessary materisls for such an increase.

%lans. The factory, however, could apply only for an increase in production.
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8. 1In regard to the question as to whether the Flanning Department's plan .\
merely esteblishes morms, the answer is in the affirmative. It is & technical
section, not a part of the Planning Department, which determines the processes
to be used within a factory.

9. In regard to statistical records, the formal records were the monthly reports,
made out on prescribed forms, which were forwarded to higher authority. The
current daily records, however, were locally devised.

10. In regard to production norms, see the information ebove on planning. However,
|based on the Soviet definition of "norm", which 25X1
refers to time. In Soviet terminology norm refers to the time allotted for
producing each detall or even for each part of the process in turning out that
detail. This was calculated by the Technical Plenning Department. These
figures were criticized by shop authorities, including representatives of the
lsbor unions, usually on the basis of changes in technology, as technological
procesges were frequently revised, These revisions were made to develop a new,
more economlcal process or to meet a necessary substitution of materlals and
machlines. Usually the shops attempted to do the work in less than the time
allotted, 8o as to stimulate over-production of the plan, A general change of
norms for articles normelly included in the production program could be made
not sooner than one year after the previous norm was instituted. However, in
Practice, particularly in connection with new types of items to be produced,
trial norms were set for a certain period only. These were very easy to meet
and were fixed in such a manner as to allow workers to become accustomed to the
nev processes. For example, in regard to production of lighters in 1948 and
1949, the first lighter wes manufactured in l% months. After four months,
about 2% or 3 lighters were completed per month. The norms were changed about
three times for this type of production and each time they were exceeded by
more than 50%. In practice, the norms were based on decisions reached by the
planning departments. These decisions themselves were based on figures which
the Planning Engineer knew frou previous experience. Of course, the decisions
were affected by the conditions and types of machines available. In general,
the norms were set so that an average workman could exceed them by not less than
15%. Time was calculated for the sverage grade of worker, ile, third or fourth
grade, :

11. The Planning Department draws up plans for each shop. That is, the monthly
factory plan is divided according to the type of shop in the factory and each
shop finds in the plen the number of items and the allotted time granted to the
particular shop. For the mechanical shops, even the machine time was calculated,
broken down by each type and size of mechine. Hawever, | |  25X1

} as the shops operated according to the manner they 25X1

thought most efficient, gulding themselves only by the given goals of producing

at least as much as the production plan called for and by not exceeding the time

allotted.

12, The production plan for the factory had meny facets. The items of productiosn were
expressed in quantity and "fixed prices". The plan total was expressed in fixed
‘prices. The idea of fixed prices was introduced to Manchuria from the USSR.
These prices were based on the cost of production. Initially in the USSR fixed
prices were as of 1927, the year of the beginning of "industrialization", The
point in using the fixed price system was that it enabled the Soviet authorities
to obtain an overall production total for all the USSR, and to compare the
production for each year. This comparison, egain for the whole country, included
groups of factories and individual factories, even though the type of production
in the factory mey have chenged. However, in the mid-1930's, these prices lost
their weaning, as during .the interval after 1927 many new articles had come into
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production and each one had been entered into the general list with the
actual cost of i1ts production at the time of its first manufacture. The cost
of production by 1935 had become much less than it had been in 1927, and ye?b
the new items were listed under the new prices while the old items which had
been produced from earlier times were still listed by their prices of 1927.
Compaiison, thervefors, became very difficult end frequently and obviously the
results were inaccurate, Therefore, new fixed prices were agsigned, based on
the production level at the end of the 1930's. approximately in
1950 in the USSR the fixed prices were again recelculated according to the
new production level and the sssortment of goods manufactured. In Daliren,
fixed prices were assigned by the Soviet Clvil Administration in 1946 or 1947,
These prices were calculated in round figures only, and were based on the
current Soviet fixed prices of the time, However, these prices for Dairen
took into &ccount the fact that the producing cepacity of Chinese workers was
1% or 2 times less than thaet of Soviet workers. During the period 1946-1951
the currency in Dairen changed 1lts value at least three different times. The
fixed prices were altered to match the official rates, For 1951 and 1952,
Factory No 17 received new fixed prices. some of these did not
at all seem to be correct as compared to other prices in the list, and that
factory officials successfully requested that some of the prices be altered.
Returning to the immediste subject of factory planning, the most importsnt
part of the planning was indicated on the type of form illustrated below.

25X1

25X1

25X1

For Year For First Quarter For 2nd
Querter,

Quantity | Total Cost | Quentity | Total Cost
Items of Fixed Price

Production | Per Unit Ordered in Fixed Ordered | in Fixed
Prices Prices

Cranes, |.

20 T,

In addition to expressing ltems of production of the factory in quantity and in
~ fixed prices, the same information was also expressed in: working hours; end

" wages to be peid to workers diractly engaged in production. In additionm,
calculations of output costs (cost to the factory of producing en item) were
also included in the plan. Each calculation included the following:

(a) Main materiels used in production
(bi Auxiliery materiels - those used in manufacturing but not delivered to the
.. customer, such as foundry sends, abraslves, lubricents,
ate,
oy
(c) Puel - used directly for melting, drying, heat treatment, forging, etc.
(d) ﬁhgea - those directly comnected with production were considered as the

nain wages; supplementary wages were concidered those used for
illness, annual leave, etc.
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(e) Power - this is calculated in the cost of power as related to wages
paid (the menner in which this ratio is arrived at is explained
in (f) below).

(f) Shop expense - this 1nc1uded wages of shop personnel and auxiliary
workers, such a8 crane operators end transportation workers,
and also some materials used by the shops for current repairs,
The item of shop expenses is calculated at & percent ratio to
wages. Thies ratio is obtalned as a result of comparing the
planned total of wages to be paid to workers directly engaged
in production. That is, the total cost of the maintenance of
shops (including salaries) for the year is first calculated. Then
the total wages to be pald during the year for workers directly
engaged in production are calculated. A ratic 1s then obtained,
le, for example, maintenance of shops could be 50% of wages. Then
the cost in wages to produce one item is calculated. The ratio
mentioned above is then usded to obtain the cost of shop
expenses for this one item. The "self-cost of the shop" (tsekhova &
sebestoimost) is therefore, equal to (a) plus (b) plus (c) plus
plus (e) plus (fs

(g) Factory expenses- this includes all expenses which cannot be directly

. attributed to the shops, such as the factory office, laboratory,
storage, gerage, transportation, losding and unloeding personnel,
club, housing department, control department or inspectors, and,
medical personnel and office. Calculations for factory expenses are
done ‘in the same manner as explained in (f) ebove for shop expenses.
As 8 result "self«cost of the factory” (zavodskeya eebestoimost)
equale (2} plus (b) plue (c) plus (d) plus (e) pius (£} plus (&).

(h) Two or three items of a purely financlel character-- these are added to
the total indicated in" {g) above using a per cent ratio set by
higher authority. The items include: cost of storage and insurance
of materials end fuel (this equals approximately 2% of the cost of
mein and auxillery waterials and fuel); ebout 5-10% for the
accumuletion of basic capital (nskopleniye kapitala), ie, profit
derived from the selling price. At times the above two items were included
in the total of "self cost of the factory"; sometimes they were
listed in addition to that sum. ‘how it wes done 25X1
in the plan However, the item covering 25X1
the accumulation of basic capital was at times divided between Factory
No 17 and DALENERGO, or later, the Industrial Administration in
Mukden. Also about 5% was used to pay the Chinese tax on the turn- 25X1
-over, le, the total selling price for all annual production, All
the above items made up the selling prices of finished production.

13, A large form was used ‘to summerize all expenses, subdivided as indicated above,
for every item of production, per unit end for all the planned production. The
last column to the right indicated the total price of planned production. See an
exemple of the form below,

Eepees  RamNrgnes s Fucl [Pecqreeel Ay 502 £xp) (KA TR,
= > iy TATAL T ;_“ﬂi.r roTal | 655y [rom IS el 58y o 54
A
EMI Ty
20T,
..prane | 100
YwineH 20 r
JAND :
AL - '
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In regard to planning requests for materials, the Economic Planning Department
of the factory in August or September of each year begen work on the next
year's production plan. After the production program wes approximately
settled by the factory and egreed to in principle by the authorities of
DATENERGO (and for some items such as spare parts and tools for trucks

agreed to in principle by Soviet Army authorities), the Planning Department
hed to know the type and emount of materials neéded for each item in the
production plan. If the department did not yet have this exact informetion

1t hed to meke approximate calculations, because these figures were used as

a basis by the department in preparing requests for materisls needed in the
production progrem. The requests were made on the following form (see below):

25X1

O rems oe Propuction
Nl ) 20 220 TOT.AOR |FOR o~ [TOTAL Fae
<¢ !!!!n!:E‘ES ws -t w Ry USE —
RER UNITY, NroraL Gy k. ee ?- 4 e R LI -
Sheets,
6 mn

P

L~

P

1,200 120 /

~

REMAINING St NET BALANCE OF
- Mﬂiﬁ&%ﬁﬂsﬁmﬁ

This form included several hundred items. After many changes occassioned by
chgnges in the progrem plan and by reduction of the request by higher author-
ities, the factory's request was included by Mukden and Peiplng in the genersl

_lists of materials to be made in China or to be imporied from the USSR. Befors

the Chinese took over control of Factory No 17, this list had to be in Moscow
not later than 1 December. There the request was again reviewed and then
orders for the meterials were placed in various Soviet factories, which had to

*
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- ship the materials to Mo 17-as they were included.in the production plans for
the Soviet factories. In practice, however, this whole process functioned
rather slowly and materials which had been ordered began to arrive at Factory
No 17 only in the summer wonths, with most of the deliveries occurring toward
the end of the year. The above circumstances caused No 17 much inconvenience
and endangered its production for the first half of the year. The factory
naturally attempted not to remain idle during the early part of the year and

“therefore acted as follows:

(a) 1incressed stocks of materials most needed toward the end of the year;

(v) eattempted not to complete too many items, limiting over-production of the
plan to about 15 or 20%. As a result there was much unfinished production
for which materials were received only in the last weeks of the year and
this production was delivered only in Januery or February of the next year;

(c) rearranged within the factory actual production plan for the first months
of the year, so that the factory could work up tn that period all the
meterial aveilable, disregarding the fact thet these products might be due
only much later in the year:

15. In additlon, two or fhreegf were utilized by the Plenning Department for

the finencial plan. Qrm@\gg;g;gﬁ;g;wthe exact contents of these tables,
[were figured in contemporary currend§q444444444J the
financial plen used Chinese yuans.

25X1

16, In regard to possible failure to fulfill production plans, AAJ 25X1
the Economlc Planning Department every day recelved signed copies of
recelpts given by the General Storage Department to the various shops for products’
which had been completed end delivered to storage by the shops. These copies bore
the signature of the inspector. Current statistics were based on these receipts
and therefore anv failure to meet production gosls would be noticed in a few

days.
under this 25X1

system a shop cannot fail in its production and yet escape notice. e Chief
Bnginser also kept an eye on production and the Chief Technologist did so to an
even greater extent. Each shop chlef, of course, was aware of the rate of
production in his own shop and himself reported eny difficulties. Any such
unfavorable developments were either reported to the Director of the factory,

if noticed by a member of the Planning Department, or to the Chlef Engineer,

if any of the sbove officlels were involved. If any such report was made, the
Director would at once, and gquite informelly, assemble all of the persons
mentioned sbove and find out the reason for the trouble. If anything went wrong
with machinery, supply, or there was a delay in delivery by some shop of parts
that had to be worked up by another section, then the officials connected with such
matters, such as the Chief Mechanical Englneer, the Commercial Director, and the
bookkeeper, were invited into the Director's office by means of the telephone, and
the d1fficulties were settled then and there. If the technical process decided
on for planning production was stated to be inappropriate by a shop chief, the
engineers meeting in the Director's office decided immediately what had to be
done, and divided any necessary work between them, or passed it on to the
laboratory englneers. If trouble was caused by a shortage of skilled or semi-
skilled lsbor an immediate reapportioning of workers was ordered. Therefore, the
failure of a shop could not be hidden and was immediately corrected by the
administrators of the factory, if this was at all possible. The situation would
be different, of course, if the factory could not fulfill the production plan
because of lack of proper mechines, labor, and wmaterials which it needed at the
time. However, please note that under normal conditions the factory had no real
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excuse for failure, because production plens were purposely mede in such a
manner that they could be fulfilled with reasonable eese, In additionm,

higher authority, such as DALENERGO 'or the .Industrial Aduinis- .
tration in Mukden, preferred in general to set easy goals so that they could
indicate progress in comparison to the previous year. However, higher authority
did not want too much progress in any one year because it wished to leave a
margin for overfulfillmwent of the plen and also for progress in coming years.

An example of this was the fact that the cement factory near Dairen, formerly

the Onoda firm, during the pericd 1948-51 regulerly received plans which used
only sbout one guarter of its capacity and regularly overfulfilled these plens.
If the factory really had trouble in fulfilling the plen, higher authority,

as indicated above, wished to help the factory. Higher authority could help by
placing some new orders to replace those which could not be fulfilled {but these
hed to be of the seme value as expressed in fixed prices) and even by permitting
some mistekes in calculation. For exemple, in 1950, PFactory No 17 recelved for
the second half of the year an order for 10,000 army bedstands and 3,000 hospitel
bedstands; both items had not been indicated in the 1950 plan which had been
received in Jenuary 1950, Materials for the order began to arrive at No 17 onl

late in October 1950, which left only two months to complete the order. 25X1

17. The pressure to fulfill plans was not: great: at: Machine Bagtowy No 17, In’addition,
the fact thet the menagement was responsible for the prevention of accldents and
the inspectors for guality of product militated against pressure. Demage to the
machines in the factory occurred usually because of ignorance or carelessness of
workers and lack of supervision by foremen.

18. In regard to inspection visits by outsiders, while No 17 was gt11l under
DALENERGO, primerily in 1948-49, the factory was visited every week at least by
& supervisor who was a member of the Economic Section of the Soviet Civil
Administration. He was & military engineer, but in peacetime he had been a

professor at the Technical Institute in Moscow. In subsequent years, the 25X1
effectiveness of the Ecomomic Section greetly decreased, and therefore No 17 was
¥isiteéd less frequently. | members of the

Economic Section visited or telephoned every day because of their interest in
completion of the production plan for 1950, particularly in regard to the army
bedstends, mentioned above. These officlels inspected, interferred, and gave
advice. Despite all this, it did not prevent miscalculations in regeard to the
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fixed prices of the bedstands| ‘ In regard to
visits by personnel of DALENERGO, ie, its director and other officers, these
visits were infrequent--once & month or less. Also, once a year, but not
every year, some Soviet Army genersl would visit the plant. the man
who directed four machine factories (Nos 17, 18, 19, and 20) visited No 17
two or three times. there were two visits frow & representative
of the Planning Section of the Chinese Industrial Administration in Mukden.
The purpose of these visits was to imstruct personnel of Wo 17 in the proper
method of filling out new Chinese forms for[::::::::]production plen., All
inspections were of a superficilal character.

Machine Factory No 17 hed no connection with the Chinese Communist Central
Government in Peiping. The highest authority for No 17 was the Industrlal
Administration of the Northeastern Government in Mukden. In Dairen, the
highest Chinese official wes the men who supervised fectories number 17, 18,
19, and 20.  This individuel functioned under the Industrial Administration
in Mukden. | he wes not concerned with Wo 17's
planning, perhaps because the factory hed efficient top-level personnel.,

Tn regsrd to the question whether all plant officiels were subordinate to
the factory Director,
ell officials of No 17 were subordinate to the Director, with the partial
exception of the bookkeeper,\ \
As to whether the organizetion end menagement of The plant was based on scme
directive or manuel handed down from ebove, the organlzetion and menagement of
No 17, vhen it was under DALENERGO, was based on Soviet laws. The type of
orgenization specified depended upon the size of the plant in question, This
general regulatlion was very well kn to the Soviets, but DALENERGO, at times,
provided some general instructions. when No 17 ceme under Chinese

ﬁgthgrixy;gagmggghgnges occurred by orders of the Chineee,

In regard to methods end procedures for procurement of materials for Fectory
No 17

some materials, such as sands

for the foundry, were received directly from the area where they were found,
and were brought to the plant by factory workers in trucks. A few materials
were bought on the local market in Dairen. Occasionally, materials were
borrowed from other factories and these were to be replaced after similar
materials arrived at No 17 from the place where they had been reguested.

In regard to allocation and distribution of materials within the plant, all
meterials which arrived at the factory were supposed to be stored in the main
storage fecility of the plant, which was located in the eastern part of the plant
grounds. This was adhered boj.on paper at least, in that all materials were
recorded in books as having arrived and then having been given to the shops which
needed the materials. In practice, however, some material could be brought
directly to the shop in order to save time. The chief of the storage department
each day gave to the plant Director a list of materlals received. If necessary,
the list could be expressed in round figures if the actual weights and sizes had
not yet been checked, This list usuelly was also distributed to the Chief Engineer
and the Planning Departments., If occasionelly the material would not arrive, then
this fact was reported to the planning people over the telephone or cbtain=d by
them as & result of their inquiries. This method was usually followed 1f there
was no serious shortage of the materials involved or if the shortage did not
endanger the progress of production. In such case, the plant Director and the
other officials mentioned sbove would pay little attention to the matter. How-
ever, if a critical situation arose, or could arise in the near future, then the
Director would personally devote time to solving the problem, or delegate it to
his most important subordinates. The normal way of allocating materials withic
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the plant was as follows. A shop chlef prepared an application to the chief

of the storaege department. The application consisted of a small plece of

peper, in triplicate, for each type and size of materiel, and indicated the

item in the production plen which required this material. This application

slip first went to the Planning Departument, which checked whether the type and
quantity of material requested was indicated in the production plan or

whether the requested meterial was & reasonsble substitute., If the application
met these two criterlas, then one of the members of the planning staff would

sign the slip. Then the slip was brought to the bookkeeper, who exsmined it
carefully and who usually refused to sign it if the material was not specifically
mentioned in earlier planning forms. In such cese, the problem wight be

settled either by telephonic or personal conversation between the bookkeeper

end the planning steff. If the bookkeeper still refused, then the applicant
could bring the slip to the Director of the plant. If the Director signed it,
‘then'the bookkeeper also signed 1t and forwarded the epplication to the chief

of the storage department, who sew to it thet the requested materials were
delivered to the shop. However, if the bookkeeper still believed thet the
application was completely out of line, he reported the matter to the bookkeeper
of the next higher echelon--DALENERGO, or later, the Industrial Administration
in Mukden. If the fectory administration saw that the plant would soon be

short of materiale, the Chief Engineer, the Economic Planning Department, or
perheps some other officiasl reported the matter to the Director and recommended
how the remaining meterial should be used and what substitutes could be
utilized. The Director then ordered the chief of the storage department %o
hand out this material for certain purposes only, or not let it be used at all
without the Director's personal order. This type of decision could be made
elther by the Director mlone, or by his calling an immediate meeting of the above-

mentioned top personnel, whichever he felt more convenient. 25X1
every type of material before being obtained by a shop was to first be stored in

the maln warchouse (glavni skled), and later directed to the shops needing it _

after the necessary applications had been made. In connection with the distri- 25X

bution of materials within the plant,\
[;;:]a railvay spur line divides the factory grounds into two sections. The 25X1
P

ent area east of thls line hes its own reilway tracks of standard and narrow
gauge, as well as a concrete-surfaced roed. Moving materials to the shops
situated on that side of the factory did not present eny difficulty. Materials
were usually moved on small railwey wagonettes of standerd or narrow gauge or on
horse-drewn carts. Occasionslly trucks were used, but infrequently, as their use
was not too convenient in this area. The welding shop wes the largest consumer
of plate and sheet steel of L-, T-, U~-, and H-shaped construction steels. This
shop, however, was situated to the west of the main railwey spur line and there-
fore was poorly connected with the main storehouse, but the welding shop did
have a railway line of standard gauge of its own, Because of these factors, the
above types of steels were stored on the ground near the welding shop, but were
under the control of the main storehouse. By locating these materials near the
welding shop, the movement of these heavy items was minimized as much as poasible,
ie, they had to be moved only from 30-50 meters. This was done by hand. Some-
times one plate would be carried by 16 men or plates and sheets would be towed
by tractors. Machine Factory No 17 had two such tractors.
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